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1. Executive Summary 
 

 This Full Business Case seeks approval to proceed into the implementation phase to 
develop the preferred option for a tri-force collaborated Firearms Licensing Function. 

 The agreed requirement of this project is to design and implement a single Tri-force 
structure and processes to manage: 

 Applications for firearms and explosives licences 

 Renewals of firearms and explosives licences 

 Risk and appropriate use of intelligence 

 Revocations of firearms and explosives licences 

 The specific project objectives are to deliver: 

 A minimum of 10% in cost savings 

 Efficient and effective common business processes 

 Good customer centred services 

 Optimum configuration of resources 

 Effective demand management 

 Increased self-service 

 Effective management of risk and improved Public safety 

 Currently split in to two operating centres with Cambridgeshire as a standalone 
department whilst Hertfordshire and Bedfordshire have previously amalgamated, this 
Full Business Case (FBC) goes further with a view to transforming the business 
processes, stripping out waste and removing duplication by utilising modern IT 
initiatives to transform the ways of operating. 

 At its heart is a need to continue to deliver a first class service across all three 
counties, preventing public safety issues and reputational damage to the 
constabularies. 

 This Strategic Case demonstrates that the Firearms Licensing collaboration project 
provides business synergy and strategic fit and is predicated upon a robust and 
evidence-based case for change. It demonstrates how the project aligns to national, 
regional and local policies, strategies and plans. 

 The key enabler to the proposed business change is the suitable application of 
technology. This is possible, at a reasonable cost and reasonable timescales. Overall 
the proposed approach will deliver short term and long term financial savings and at 
the same time increase efficiency. It is proposed that the user requirements for 
technology are delivered via mobilisation which will enable ‘agile’ working and through 
the eCommerce for Policing (ECfP) solution, a commercial offering commissioned by 
the National lead on firearms licensing which can put data directly into the National 
Firearms Licensing Database (NFLMS). 

 Following engagement and research four structural options have emerged which are 
predicated on the technology, people, demand, performance and channel shift layers 
of the target operating model for Firearms Licensing highlighted above. The four 
structural options are presented on pages 35 to 38. Each carries a different level of 
financial benefits, qualitative benefits, qualitative dis-benefits and implementation 
costs. The first table below shows the financial benefits, the second the qualitative 
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benefits and dis-benefits and the third the estimated people costs of change for each 
option. 

 

Table A: Savings by Option 

 

Option 

 A B C D 

Estimated Saving £382k £321k £245k £123k 

Number of hubs 1 1 2 2 

Resourcing required (FTE) 19 FTE 21 FTE 23 FTE 27 FTE 

Resourcing reduction (FTE) 12 FTE 10 FTE 8 FTE 4 FTE 

Dependency on IT solutions High High Medium Low 

 

Table B: Qualitative Assessment of Options 

Benefits (+) A B C D 

1. High levels of saving 
 

       

2. Processes streamlined through introduction of 
IT solutions 

      

3. Economy of scale achieved through single hub       

4. Up skilling of staff required       

5. Increased accessibility for public though on-line 
processes 

      

6. Office space made available       

7. Obliges Agile working       

8. Two hubs ease business continuity issues 
 

      

9. Impact on staff minimised 
 

     

Disbenefits (-) A B C D 

Minimal savings 
 

     

Full benefits from IT solutions not obtained 
 

      

Increased resilience issues due to lower staff 
numbers 

       

Increased travelling for FEOs 
 

       

Impact on staff 
 

       

Potential for over utilisation of staff 
 

       

Public without online access disadvantaged 
(see 4.3 below) 

       

Likelihood of further change 
 

      

High ratio of staff to manager        
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Table C: People implementation costs by Option 

 Option 

 A B C D 

Key Features  Single Hub 

with 

separate 

decision 

makers 

 Single Hub 

with 

increased 

managers 

 Two Hub  Two Hub 

with 

increased 

officer in 

each hub 

Redundancy  Minimum 

£69,374 

 Maximum 

£146,724 

 Minimum 

£69,374 

 Maximum 

£146,724 

 Minimum 

£54,196 

 Maximum 

£133,143 

 Minimum 

£54,196 

 Maximum 

£133,143 

Capital Costs TBC TBC TBC TBC 

Relocation  Minimum 

£90,120 

 Maximum 

£144,258 

 Minimum 

£90,120 

 Maximum 

£144,258 

 Minimum 

£19,797 

 Maximum 

£44,906 

 Minimum 

£7,335 

 Maximum 

£20,666 

Training TBC TBC TBC TBC 

 

 In the described options, IT solutions and channel shift will see an increase in online 
interaction between the public and the FEL team. Whilst this is to be encouraged, it is 
recognised that not all members of the public have access to computers and there will 
need to be some provision for face-to-face contact. 

 Within all proposed options, FEOs will be assigned a geographic area of responsibility. 
It is envisaged that FEOs will conduct regular ‘surgeries’ on their respective areas, 
making themselves accessible to the public to meet this need. This will be detailed 
further in the Detailed Design in the Implementation Plan. 

 Based on the above quantitative and qualitative appraisal Option B offers the optimum 
mix of efficiencies maximised by process and technology solutions whilst managing 
risk and providing public safety. Whilst Option B is the preferred end-state it is 
dependent on technology solutions being available and Option D may provide a 
stepping stone. This will be explored to conclusion in the Detailed Design as part of the 
implementation phase. 

 It is recommended that Option B (see Page 36) is the preferred structural solution for a 
collaborated Firearms Licensing Unit with Option D (see Page 38) providing an interim 
solution if the ICT dependencies are not available.  The Detailed Design will analyse 
and pursue the best route to implementation. 
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2. Introduction 
 

2.1 Purpose 

 The purpose of this document is to update the Police and Crime Commissioners and 
Chief Officers upon the work undertaken in exploring the collaborative opportunities 
that have arisen in relation to the Firearms Licensing Department. This Full Business 
Case seeks approval to proceed into the Detailed Design and Implementation phase to 
deliver the preferred option for a tri-force collaborated Firearms Licensing Function. 

 Currently split in to two operating centers with Cambridgeshire as a standalone 
department whilst Hertfordshire and Bedfordshire have previously amalgamated, this 
Full Business Case (FBC) goes further with a view to transforming the business 
processes, stripping out waste and removing duplication by utilising modern IT 
initiatives to transform the ways of operating. 

 At its heart is a need to continue to deliver a first class service across all three 
counties, preventing public safety issues and reputational damage to the 
constabularies. 

 The document covers in detail the current operating models across the two 
departments and identifies good practice based on Her Majesty’s Inspectorate of 
Constabulary (HMIC) and Authorised Professional Practice (APP) guidance. It then 
describes options which have been developed in conjunction with Firearms Licensing 
staff after an extensive period of engagement. 

 The purpose of the paper is to explore these options thus enabling sound and 
evidenced based decisions to be made with regards to the identification of one clear 
and preferred model. Once identified as the preferred option the case will be explored 
and developed extensively in the Detailed Design and Implementation phase. 

 In order to justify the recommended options, this paper has been prepared using the 
standard HM Treasury Green Book Five Case model, comprising the following key 
components: 

 The Strategic Case, which sets out the strategic context and the case for change 
that have resulted in the Firearms Licensing collaboration project; 

 The Economic Case, which outlines how the project is developing a Target 
Operating Model (TOM) to deliver firearms licensing services and provides 
analysis of options so that a decision can be made as to which model offers best 
value for money and allow the project to progress; 

 The Commercial Case, which demonstrates that the project team is considering 
which elements of the final TOM solution will require procured support to deliver or 
run and is planning in advance how this will be procured and implications for 
delivery timescales; 

 The Financial Case which provides a view of the likely capital and revenue 
funding requirements to deliver and run the Firearms Licensing TOM to drive 
discussions with budget owners on how the project will be funded, and 
demonstrates whether the savings forecast are in line with the required savings in 
order to meet overall budget constraints; and 

 The Management Case, which demonstrates that the project has a realistic plan, 
sufficient skilled resources and the appropriate project and programme 
management discipline to successfully design and implement the new Firearms 
Licensing TOM. 

 



 

 
FEL FBC Final V1  8 

 
 

2.2 Methodology  

 In defining options for a future Tri-Force department the focus has been on aligning 
service provision to current best practise as defined by the Approved Professional 
Practice and legislation (See Appendix F). The following work has been undertaken: 

 Review of national documentation including all HMIC, College of Policing and 
Legislative requirements. 

 Full process mapping of current functions within departments to identify 
duplication and inefficient processes. 

 Design workshops with staff to support development of new models. 

 Benchmarking of processes and productivity against like forces. 

 Independent review and scrutiny of suggested options by external professionals. 

 Identification and management of risks and issues. 
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3. Strategic Case 
 

3.1 Introduction 

 This Strategic Case demonstrates that the Firearms Licensing collaboration project 
provides business synergy and strategic fit and is predicated upon a robust and 
evidence-based case for change. It includes rationale of why the project is required, as 
well as a clear definition of outcomes and the potential scope for what is to be 
achieved. 

 The Case demonstrates how the project aligns to national, regional and local policies, 
strategies and plans and demonstrates that the project has clear and concise 
objectives, which are specific, measurable, achievable, relevant and time constrained 
(SMART). 

 The case for change is based on a rigorous assessment of the issues (business 
needs) associated with the status quo (existing arrangements) and the scope of the 
project in relation to the anticipated benefits and potential risks for future TOM 
implementation and operations. 

 

3.2 Strategic Context 

 The Strategic Case this Full Business Case addresses is how Bedfordshire, 
Cambridgeshire and Hertfordshire can maintain frontline policing services, in the face 
of significant budget reductions. 

 Bedfordshire Police, Cambridgeshire Constabulary and Hertfordshire Constabulary 
(i.e. the Strategic Alliance or Alliance) have a strategic business requirement to 
continue to improve public service outcomes whilst transforming themselves through 
innovation, shared services, quality improvement and modern technology in the light of 
continuing budget reductions. In addition to this the ‘Police Reform and Social 
Responsibility Act 2011’ requires forces to “collaborate where it is in the interests of 
efficiency and effectiveness of their own and other forces.” The options within this 
business case ensure that all forces benefit financially whilst maintaining an efficient 
and effective service. 

 The primary intent is therefore to deliver a target operating model for Bedfordshire 
Police, Cambridgeshire Constabulary and Hertfordshire Constabulary, which protects 
and enables local policing in each Force area by sharing protective, operational 
support and organisational support services (i.e. shared services with common 
business processes).  These shared services will be delivered at lower costs through: 
economies of scale; optimised use of assets; improved performance through process 
quality improvement / standardisation; simple delivery structures; and common 
technology enablement solutions (e.g. mobilisation, automation and self-service) to 
maximise return on investment.  Continuous quality improvement and technology-
enablement will equally lead to transformation and innovation of and within local crime 
and policing services. 

 The core factors affecting the service transformation of the Firearms Licencing are: 

 How scarce resources can be productively deployed and utilised, against core 
performance outcomes, with no waste; 

 How functions, are transformed to be more efficient, effective and economic 
through an integrated change approach across the Alliance; 
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 How technology will enable business, for the workforce and the public, to be 
conducted more efficiently, effectively and economically; 

 How quality improvement approaches will be embedded through providing people 
across the Alliance with common tools and techniques; 

 Which assets can be sold off or shared with others (e.g. estates); 

 How innovation and workforce engagement can be harnessed to improve public 
outcome; 

 How governance and risk management will be aligned in light of the above to 
support delivery, ensure compliance and provide assurance. 

 
3.3 Organisation Overviews 

 Bedfordshire Police, Cambridgeshire Constabulary and Hertfordshire Constabulary 
(BCH) together service an area of 2,420 square miles with an approximate total 
population of 2.59 million inhabitants. The table below presents key information about 
each of the three forces, while the remaining section gives an insight into the 
Constabulary areas in scope for Firearms Licensing collaboration. 

 

 Bedfordshire Cambridgeshire Hertfordshire TOTAL 

Area (sq. miles) 477 1309 634 2420 

Population 
(millions) 

0.63 0.82 1.14 2.59 

Net Revenue 
Expenditure (£m) 

101.7 130.6 185.8 418.1 

Victim based 
crimes per 1000 
people1 

53.2 49.1 39.4 141.7 

Staff 

Police Officers 1024 1328 1903 4255 

Police Staff 811 852 1466 3129 

Police Community 
Support Officers 
(PCSOs) 

110 150 228 488 

Funding 

Central Funding 71% 64% 66% 67% 

Local Funding 29% 36% 34% 33% 

 

 Bedfordshire is a diverse county, with Luton being home to one of the most ethnically 
diverse populations of any town or city outside of London. It is a small force in terms of 
police officer and staff numbers when compared to Hertfordshire and Cambridgeshire, 
and is considered a very low cost force. It faces some complex policing challenges 
with unusually high levels of serious threats and criminality not normally dealt with by a 
force of its size. 

                                                           
1 Office of National Statistics data, 12 months to end June 2014 
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 Cambridgeshire’s population has expanded rapidly in recent years, largely due to an 
increase in migrant workers from Eastern Europe. People of more than 90 different 
nationalities live in Cambridge and Peterborough, where both wealthy and socially 
deprived communities live in close proximity. Cambridge has a significant student 
population and attracts millions of visitors each year. These factors bring some unique 
policing demands. 

 Hertfordshire Constabulary polices a densely populated county to the north of London. 
Hertfordshire is a relatively prosperous county with one of the lowest crime rates in the 
country. The standard of living is mostly high, unemployment is low and residents are 
generally well-educated and well paid. However there are some areas of relative 
deprivation, disadvantage and social exclusion. 

 Bedfordshire Police, Cambridgeshire Constabulary and Hertfordshire Constabulary 
have a good history of collaborating on services where they can whilst ensuring their 
independent local priorities, within the respective Police and Crime Commissioners 
(PCCs) plans, are delivered. 

 A Memorandum of Understanding for the BCH Strategic Alliance, which was signed in 
December 2013, has the following objectives: 

 To provide effective and efficient operational and organisational services at 
reduced cost. 

 The shared strategic intent is to deliver a target operating model which protects 
and enables local policing in each Force area by sharing organisational and 
operational support services. 

 To provide agreed levels of service to support frontline policing whilst meeting the 
funding challenge. 

 To maintain adequate provision of organisational and operational support services 
through collaboration. Service delivery in shared areas will be measured and 
improved against agreed Collaboration Service Agreements. 

 To assist in achieving the aims contained within each Police and Crime 
Commissioner’s Plan whilst also having regard to the requirements of the 
Strategic Policing Requirement. 

 

3.4 Project Background  

 The scope of the Project covers: 

 Firearms Licensing – this covers the initial application for a Firearms and / or an 
explosives licence, on-going renewals and revocations. In addition to this the 
project will review the effectiveness and efficiency of current administrative 
processes and how the role of the Firearms Enquiry Officer can be enhanced. 

 Removal of double keying of information and analysis of what constitutes 
appropriate levels of research will be undertaken to maximise efficiencies. 

 A clear identification of risk will be undertaken to ensure that any decisions made 
regarding a future structure are made with a full understanding of potential 
consequences. 

 Identifying the impact and opportunities presented by Athena and ensuring any 
proposals complement this project. 

 A full review of all processes with an eye to digitisation where appropriate in-line 
with the Metis principles. 

 A review of all estate to support the ‘Agile working’ concept. 

 Consideration of all legislation, APP and HMIC guidance to inform process and 
ensure organisational resilience. 
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 It should be noted that Bedfordshire and Hertfordshire already have a collaborated 
Firearms Licensing function and Cambridgeshire is standalone. However, the purpose 
of this project is not to simply ‘bolt-on’ Cambridgeshire but it is to consider how a tri-
force Firearms Licensing function could be transformed (e.g. through modern 
technology) whilst at the same time appropriately considering threat, harm and risk. 

 In addition, solutions presented will be scalable for the future if opportunities for 
extension to inclusion of other forces emerge. 

 There are no functions within Firearms Licensing out of scope for the purposes of this 
project. 

 

3.5 Project Design Principles 

 The design principles were developed specifically for the Firearms Licensing Project 
during a workshop on the 7th August 2014 and can be seen in full within Appendix A of 
the Project Outline Document (Appendix A). The Design Principles form the Critical 
Success Factors against which options will be assessed in this Full Business Case 
(FBC) for Firearms Licensing. 

 The Design Principles have been grouped into the following Critical Success Factors 
for tri-force Firearms Licensing services: 

a) Public Need – The degree to which an option meets the needs of the 

public within the three counties for Firearms Licensing services.  The aim 

is to design a service that is modernised and easily accessible to the public.  

The service must provide the licence application process and other relevant 

services whilst ensuring safety of the general public is its key consideration. 

This will involve engagement through various channels with the public, in the 

three counties, and this will led by the three Offices of the Police and Crime 

Commissioner (OPCCs). 

b) Statutory Requirements – The degree to which an option meets the 

statutory requirements for Firearms Licensing services.  These include 

relevant legislation, local and national guidance, the Strategic Policing 

Requirement, relevant recommendations from Her Majesty’s Inspectorate of 

Constabulary (HMIC) and Authorised Professional Practice. 

c) Local Requirements – The degree to which an option meets local 

requirements for Firearms Licensing services.  Local requirements include 

the Police and Crime Plans from each area and any local pre-existing 

agreements with partners or other agencies. 

d) Present Environment – The degree to which the present operating 

environment impacts on a particular option for the future of Firearms 

Licensing services.  This will include consideration of the present estate, 

collaboration agreements, organisational structures, performance and policies / 

procedures, though options will not be confined by these factors.  It has been 

determined there are no limitations to structural considerations, including how 

the in-scope areas are to be provided. 

e) Service and Process Alignment – The degree to which an option for 

Firearms Licensing aligns services and processes.  This includes 

understanding which processes need to be aligned to deliver the most effective 

and efficient operating model. 
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f) Change Dependencies – How an option for Firearms Licensing links with, 

is supported by or enables other business changes which are planned.  

When examining options other transformational change programmes, 

specifically Athena and Metis2, need to be fully considered along with the 

agreed spending priorities enabled by Innovation Fund money. 

g) Transformation Potential – The extent to which an option moves away 

from traditional thinking and transforms the delivery of Firearms 

Licensing.  This includes learning from industry best practice, including how 

demand may be shifted away from traditional channels in particular through use 

of modern technology and also consideration around future-proofing e.g. 

scalability for future expansion. 

h) Performance Framework – Assessment of how an option will deliver 

against agreed performance and service indicators for Firearms 

Licensing.  This will include consideration of all administrative time targets 

along with qualitative indicators, which are informed by the legislation and will 

involve the setting of quality standards. 

i) Savings – The degree to which a solution delivers cashable financial 

savings whilst delivering the agreed performance levels within Firearms 

Licensing.  Cashable savings will be identified along with the identified 

implementation costs and demonstration of change affordability. 

j) Technology – How a solution exploits modern technology in the Firearms 

Licensing arena.  This will exploit the work of others within the collaboration as 

well as developing additional capability such as public self-service. Both 

national options (e- commerce solution) and local collaborative options (Metis 

solution) will be considered. 

k) People – The degree to which a solution for Firearms Licensing provision 

enables our people to provide high-levels of internal and external service.  

This is to ensure that staff have the most efficient working practices, in line with 

some of the best within the service and industry.  It is also critical that they are 

adequately trained, are able to make best use of the new operating model, and 

are supervised, managed and led effectively. 

l) Culture – The degree to which an option for Firearms Licensing will 

support a culture of continuous quality improvement.  This is to ensure 

that staff understand that their role is to provide the public with a good service 

by maintaining public safety and remembering always that they also have a 

second equally critical role in continually improving the service. 

 The above will be used as the cornerstone for development of the Business Case.  
Each solution within the longer-list in this Full Business Case will be assessed against 
the following criteria which have the Critical Success Factors below mapped to them 
and cross-referenced. 
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Assessment Criteria Critical Success Factors 

Scale of Savings  Savings (i) 

Strategic Fit  Service and Process Alignment (e) 

 Statutory Requirements (b) 

 Local Requirements (c) 

Service Delivery  Public Need (a) 

 Culture (l) 

 People (k) 

 Performance Framework (h) 

Speed and ease of Implementation  Present Environment (d) 

 Technology (j) 

 Change Dependencies (f) 

Sustainability  Transformation Potential (g) 

 

3.6 Overview of UK Firearms Licensing 

 Within the UK, the Police are the licensing authority for firearm and shotgun certificates 
as well as firearms dealers. All forces use the national IT system for managing the 
licensing of firearms, shotguns and explosives which is known as the National 
Firearms Licensing Management System (NFLMS). 

 Permission to possess, purchase or acquire a firearm will be granted to an individual 
who after assessment is shown that they do not to pose a threat to public safety and in 
addition have a good reason to own the firearm. Organisations such as target shooting 
clubs and firearms dealers must also apply for licences if they wish to possess or use 
firearms. 

 Generally, certificates for firearms and shotguns are valid for five years. Those for 
registered dealers are valid for three years. 

 Current fees (subject to change) are set nationally and are outlined below. 

 

Activity Fee 

Grant of Firearms or Shotgun Certificate £50 

Renewal of Firearms or Shotgun Certificate £40 

Registered Firearms Dealers – Grant or Renewal £150 

Replacement of lost or stolen Shotgun Certificate £8 

Replacement of lost or stolen Firearms Certificate £9 

 

 Robust governance is a critical element of firearms licensing and the Chief Officer 
holds ultimate responsibility and accountability for decisions made.  The Chief Officer 
may delegate some or all of their powers to either Police officers or Police staff 
members, in accordance with their role and responsibilities. 

 

3.7 Overview of Tri-force arrangements for Firearms Licensing 

 The below table clarifies the current structures and budgets across the Tri-force arena: 
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 Bedfordshire & Hertfordshire Cambridgeshire 

Budget 2013/14  £412k  £332k 

Total team FTE  17 FTE  14 FTE 

Previous collaboration  Collaborated in 2011 - 

Geographic Base  Harpenden Police Station, 

Herts 

 Monks Wood, 

Cambs 

Full Delegated Authority  Full delegated 

responsibility to unit 

manager 

 Full delegated 

responsibility to 

unit manager 

Partial Delegation 

arrangements 

 Office manager 

 

 Senior Firearms Enquiry 

Officer 

 Office Supervisor 

Firearms Enquiry Officers 

(FEO) 

 6 FTE  6 FTE 

 

Administration  8 FTE  6 FTE 

 

Unique features  Renewal visits only made 

in person by the FEO when 

predicated upon risk 

assessment (as per 

national guidance) 

 

 Senior Firearms Enquiry 

Officer en situ. Deals with 

explosives and dealers. 

 In all cases 100% 

of renewal 

applications 

receive a personal 

visit by an FEO 

 

 Organisation charts can be found in Appendix B. 

 The current process of applying for any type of Firearms or Explosives Licence is 
predominantly paper based and procedures include: 

 Applicants downloading and printing an application form 

 Applications completed by hand 

 Submission of application form with four passport pictures 

 Payment made by cheque or cash handed to the FEO 

 The Administration functions support this paper based system and administrative staff 
process applications, completing checks on systems, including the Police National 
Computer (PNC), the Police National Database (PND), preparing initial reports for 
FEOs, processing payments and responding to general telephone enquiries received 
in the departments. 

 The Firearms Enquiry Officer role currently includes visits to applicants over a wide 
geographic area, completing telephone enquiries and preparing reports to managers 
that enabled informed decisions on application outcomes. 
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3.8 Current Processes 

 A thorough process mapping exercise has taken place with practitioners in order to 
gain an in-depth understanding of current processes. Timings for key processes as 
they currently stand have been established and are shown below. 

 

 Cambs 

Completion Time 

Beds/Herts 

Completion Time 

 

Renewal Process   

Administration 48 to 64 minutes 162 to 417 minutes 

FEO  335 to 565 minutes 70 to 161 minutes 

 

Application Process   

Administration 73 to 186 minutes 167 to 425 minutes 

FEO 400 to 610 minutes 76 to 214 minutes 

 

 It is noted that the Renewal Process varies due to the different approach taken 
between the teams.  Cambridgeshire FEOs will visit all customers to assess their 
renewal whilst their Beds/Herts counterparts will only visit if necessary following a risk 
assessment. 

 A broad observation of this data indicates that back-office activity is Beds/Herts takes 
comparatively longer ostensibly allowing FEOs to complete work in a shorter time.  A 
conclusion on the efficiency of current working practises should not be drawn from this 
study. 

 ‘As Is’ processes have been compared between the different teams. Whilst there are 
some subtle differences, they are generally similar with the exception of the following; 

 Renewal process (as paragraph above) 

 Revocation process – In Cambridgeshire a short report and rationale is used as 
evidence for Revocation, whereas in Bedfordshire and Hertfordshire a complex file 
is prepared which is time consuming. 

 FEOs in Cambridgeshire make recommendation to the suitability of an application. 
In Bedfordshire and Hertfordshire this is a lengthy process whereby the FEO is 
required send a report to a supervisor who then makes the decision. This is 
effectively placing an extra tier into a relatively simple process. 

 

3.9 Demand Analysis 

 National statistics on Firearm and Shotgun certificates in England and Wales revealed 
an increase in the number of certificates on issue as at 31/03/14, compared with the 
previous year.  There were 151,413 firearm certificates on issue as at 31 March 2014, 
which represents a 2.5% increase compared with a year earlier. In addition 582,923 
shotgun certificates were on issue, which represents a 2.1% increase over the same 
period. 

 With regard to the position within BCH, smaller increases were seen when compared 
to the national average. A total of 6,985 firearm certificates were in circulation as at 31 
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March 2014, representing an increase of 1.6%. With regard to shotguns, a total of 
29,815 certificates were in place, representing an increase of 1.3%. 

 Analysis of data from 2009/10 to 2013/14 shows an increase of 1.5% (firearms and 
shotgun certificates combined). 

 

 Beds Cambs Herts   

Certificates 

On Issue 
Firearm Shotgun Firearm Shotgun Firearm Shotgun Totals 

2009/10 1550 6602 2770 12908 2205 10213 36248 

20010/11 1565 6447 2781 12642 2224 10069 35728 

2011/12 1590 6448 2828 12539 2275 10205 35885 

2012/13 1616 6478 2927 12625 2328 10328 36302 

2013/14 1627 6529 3002 12781 2356 10505 36800 

 

 The bar chart below is a pictorial representation of the demand of new certificates 
required and reveals only small increases over a 5 year period. Based on these 
findings, the evidence suggests that there will not be a significant increase in demand 
moving forward, and all options presented in this paper are reflective of that. 

 

 
 

 In terms of new and renewal applications for the Tri-force area, the situation is made 
more complex due to a change in process in 1995. At this point, a national agreement 
was reached that certificates would be valid for 5 years as opposed to 3 (with the 
exception of registered dealers, who remain at 3 years). This has resulted in a steady 
flow of new applications as depicted on the graph below, but a high and low demand 
for renewals. 

 Current processes across the forces vary. Cambridgeshire employ additional staff on a 
temporary three year contract, in order to deal with high demand, whilst the Beds/Herts 
staffing model remains stable at all times. In order to ensure efficient and effective use 
of resources and robust management of threat risk and harm, it is suggested that 
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whilst overall posts are reduced in each of the options, staffing should remain stable 
throughout the 5 year period. The benefit of this is that in period of low demand for 
renewals, FEO’s will have the capacity to conduct  home visits to those applicants, 
who by means of a risk assessment have been identified as high risk.  

 

 
 

Telephony 

 Currently the main forms of communication in and out of the FELs are via telephone 
(anytime during office opening hours), postal services and eMail. 

 Following Application Forms, telephone calls form the next volume of communications. 
Considered time consuming and costly, staff estimated that they each received around 
10 telephone calls per day, some of which took in excess of 60 minutes. This has an 
impact on the volume of administration processes a member of staff will subsequently 
be able to complete. 

 A telephony survey was carried out with both FEL offices during a two week period in 
November 2014. Questions around volume and types of calls were posed.  

 The graphical results are displayed on the following page. This gives an overarching 
picture of the volumes and types of calls coming into the FEL. 
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Results of Survey: 

  

 During the online telephony survey, there were external pressures which resulted in 
not all calls being recorded online – the most significant being the firearms amnesty 
across the strategic alliance. However it gives clear indication that the vast majority of 
calls into the FEL, are those involving queries for applications, renewals and 
payments. Potentially, many of these enquiries could be dealt with via an online 
medium. 

 

3.10 Policy Review  

 All forces within the Alliance have issued both Policies and Standard Operating 
Procedures (SOPs). Currently Bedfordshire and Hertfordshire have 32 SOPs ranging 
from acquisition and transfer of weapons to visitor permits. Beyond this they have a 
further 23 guidance documents (which colloquially are referred to as ‘crib sheets’) 
covering a range of issues from the process of granting a firearm to the renewal 
process to be carried out by FEOs. 

 Cambridgeshire have termed their documents ‘Office Procedures’ of which they have 
39 and a further 2 policy documents exist relating solely to explosives. 

 In total there are a total of 96 internal documents in existence referring to working 
practices. It is the intention of the project to both reduce and simplify the scope of this 
documentation whilst maintaining compliance with both the APP and Home Office 
Guidance. 

 There are no outstanding contracts in place that would impact on the collaboration 
programme. 

 

3.11 Performance Framework 

 Currently the Firearms and Explosive Licensing Working Group (FELWG) is reviewing 
a National Performance Framework for Firearms and Explosives Licensing (FEL). With 
this in mind it will be necessary to ensure that a long term solution is based upon any 
subsequent nationally agreed document to ensure consistency, in line with the APP 
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direction. It would therefore be inappropriate to implement a new performance 
framework that may well be outside the guidance once the FELWG reaches its 
conclusions. 

 Enquiries have taken place to establish the delivery of the national performance 
framework.  However, the timescales as yet have not been confirmed. 

 There is currently no performance framework in place within the Cambridgeshire 
based department.  Bedfordshire and Hertfordshire, however, have embedded a 
framework and this would be considered fit for purpose as an interim model across the 
collaborated department.   It would be necessary for this to remain subject to review 
pending the outcome of the FELWG directions on a national performance framework 
to ensure that the Alliance was compliant with the evolving APP. 

 The interim performance framework can be found in section 4.5. 

 

3.12 Technology 

 A review of the current technology used to support the Firearms Licensing reveals the 
following. 

 Most of their work is centered on the use of the National Firearms Licensing 
Management System (NFLMS), which requires all entries to be manually entered 
and is only integrated, at a national level, with PNC. 

 Staff utilise Microsoft Office suite, as well as Microsoft Outlook for e-mail to 
support a number of disparate administration processes. The processes in place 
requires excessive manual intervention, printing and passing of paper files from 
one member of staff to another. 

 Firearms Licensing Enquiry Officers (FEOs) in the main operate with paper 
records and feed documents and reports back to the Administration staff for 
NFLMS to be up-dated. Some have only recently been issued with laptops to help 
keep them out of the office for longer but the laptops do not fully meet their needs. 

 Currently members of the public can only make payment by cash or cheque. This 
introduces another manual administration process which is time consuming. 

 The current state of the technology within the Firearms Licensing is at a basic 
level. The use of technology has not been exploited and as such, in its current 
status, could not support the newly developed business model. 

 There is currently little to no integration of systems, leading to double keying and a 
series of documents created by staff to support the current working practices, 
often resulting in paper files. 

 The workflow is achieved by various means, including memos or reports passing 
from staff to staff manually. 

 FEOs work out in the communities and they have no real direct access to any of 
the files or systems, other than the paper ones they carry out with them. This 
means they need to periodically return to the office to process the paperwork. Due 
to the geographical areas covered this means excessive time is wasted travelling. 

 

3.13 People  

 Organisational structures (including grades) for each department can be found in 
Appendix B. 

 A breakdown of staffing is shown below. 
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 Bedfordshire & 

Hertfordshire 

Cambridgeshire 

Total FTE 17 FTE 14 FTE 

Headcount 18 15 

No. Full time staff 15 13 

No. Part time staff 3 2 

No. Permanent staff 16 11 

Fixed Term Contract 2 (2 FEOs) 4 (2 Admin / 2 FEO) 

Office hours 0800 to 1800, Monday to 

Friday 

0800 to 1800, Monday to 

Friday 

Management arrangements 1 Manager 

1 Office Manager 

1 Senior Firearms Enquiry 

Officer 

1 Manager 

1 Supervisor 

No. of FEOs (FTE) 6 (6 FTE) 6 (6 FTE) 

No. of Admin staff (FTE) 9 (8 FTE) 7 (6 FTE) 

 

 There are no Police Officers in the current structure and there is no requirement for 
any specific Police Officer powers within this work stream. 

 HR and Finance data has been reconciled to a funded establishment across the three 
forces of 31 FTE. 

 During the 5 year cycle of renewals Cambridgeshire employ 4 staff on a temporary 
basis to cover the 3 year high renewal period.  

 Proposed options have been costed and all cost comparisons have been made 
against the current funded Alliance Firearms Licensing establishment. 

 Historically staff turnover is low and sickness related absence is not considered to be 
excessive within these departments. There is no overtime budget within Firearms and 
Explosives Licensing functions. 

 Whilst a formal stress audit has not been carried out, informal staff discussions 
suggest that in the low periods the volume of work is entirely manageable. In the high 
periods however and specifically within the Cambridgeshire Unit the volume of work 
appears to be in excess of the number of contracted hours available and the number 
of staff employed as FEOs and Administrators. Whilst this is not considered to be 
excessive for the full three year high period, staff have commented that there is a 
definite increase in the volume of work that results in staff working above and beyond 
their contracted hours. Although new staff are recruited for the high period, the level of 
training and getting up to speed takes time to impact on the performance of the 
department. 

 

Employment Model / Terms & Conditions. 

 Within the Strategic Alliance, collaborated units set up to date have a ‘shared service’ 
employment model. This involves officers and staff from all three forces having an 
‘allocation’ of posts within each unit, with post-holders remaining on their home force 
terms and conditions. This means that police staff are employed by 3 different 
employers and 3 associated sets of terms and conditions including pay, pensions, 
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annual leave entitlement, shift remuneration, relocation assistance and redundancy 
payments. 

 There are areas of commonality as some conditions are covered by the Police Staff 
Council Handbook. However, there are local agreements, policies and procedures 
(some contractual and some not) that create a degree of difference in police staff 
terms and conditions in the Alliance.  

 Looking forward, the need for harmonisation of terms and conditions across the three 
forces has been identified as a key piece of work. The scale and complexity of this will 
however mean that this is a longer term project and this will not be completed prior to 
implementation of the new proposed collaborated units in this work stream. 

 The BCH Human Resources Advisory Group (HRAG) has done a considerable 
amount of work on developing and implementing common HR policies over the last 
three years. Hence tri-force policies and procedures have been published and are in 
use and this work will continue. Joint policies aim to minimise the operational impact of 
managing different groups of staff, so that although the detail of some terms and 
conditions may differ, the way for example managers recruit staff, conduct PDRs, 
approve annual leave etc. are the same regardless of who the employer is. In addition, 
a single integrated finance and HR system, currently under development, will greatly 
assist in reducing the complexity and resources required currently to interface with the 
different systems within each force. 

 

3.14 External Standards 

 Currently all 3 forces are governed by the external guidelines set out in both the 
Authorised Policing Practice (APP) issued by the College of Policing and also the 
Home Office Guide on Firearms Licensing Law 2014 (See Appendix E – Home Office 
Guidance). Any future model must be cognisant of this guidance. 

 Of relevance, the APP states: 

“It is imperative that the governance, processes and systems associated with firearms 

licensing are robust and rigorous, while being cost effective, efficient and fair.  

Firearms licensing departments must provide a service which is consistent nationally. 

Forces should, therefore align their licensing activities with this APP and the Home 

Office Guide to Firearms Licensing 2014” 

3.15 Outsourcing 

 Whilst consideration has been given to the outsourcing opportunities, enquiries have 
shown that whist this option may provide financial savings, forces who opted for this as 
a solution due to the austerity measures are now experiencing significant performance 
issues. As a result this option to consider outsourcing has been discounted. 

 

3.16 Finance  

 

Baseline Budget 

 The 2015/16 early draft budget for Firearms Licensing is set out below. This will be 
finalised in accordance with the budget planning timelines before the start of the new 
financial year. Material changes to current structure budgets throughout the business 
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case process are not anticipated, and should changes occur the figures below will be 
updated accordingly. 

 Bedfordshire and Hertfordshire joint collaborated budget is shared in accordance with 
the S23 agreement, which equates to 40% Beds and 60% Herts. 

 

 
 

 The current budget levels are proportionally higher in Cambridgeshire.  This is partially 
due to savings already realised from collaborating the Bedfordshire and Hertfordshire 
units, together with Cambs operating a 100% renewals visit policy.  

 The 2015/16 budgeted establishment under the current structure for the three forces 
(subject to any revisions as a result of finalising the 2015/16 budget) is as follows and 
has been agreed with HR establishment: 

 

 
 

3.17 Existing Change Initiatives  

 Athena is an integrated information system that effectively joins up all intelligence, 
investigations, custody and defendant management. When fully implemented it will 
compliment national systems such as PNC and PND and will assist users in seeing the 
whole picture around any Athena nominal. Accordingly, Athena is considered a useful 
future tool for Firearms Licensing processes. 

 Essex, Bedfordshire, Cambridgeshire, Hertfordshire, Kent, Suffolk and Norfolk were 
the first forces to sign up to the Athena framework agreement. Essex will be first to go 
live Athena. 

 Athena implementation for the Alliance is anticipated for February 2016. The role that 
Athena will play within the Firearms Licensing collaborated organisation will be subject 
to further exploration and inclusion within the Full Business Case. 

 The rollout of mobile devices and policing applications to provide automation and self-
service, enabling a more agile working environment, also presents an opportunity to 
radically change the way that Firearms Licensing Functions are performed. 

 

 

 

 

2015/16 DRAFT BUDGET Beds Cambs Herts TOTAL

CURRENT BASELINE £'000 £'000 £'000 £'000

Staff Pay 207          398           311           916           

Transport 17            35             28             80             

Supplies and Services 3               8               4               15             

Income 61-            145-           93-             299-           

Totals 166          296           250           712           

Current Apportionment of Budgets 23.28% 41.63% 35.08%

Beds Cambs Herts TOTAL

FTE FTE FTE FTE

FTE Staff 7               14             10             31             

DRAFT BUDGETED ESTABLISHMENT 

2015/16
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3.18 Existing Issues and Opportunities 

 The key enabler to the proposed business change is the suitable application of 
technology. This is possible, at a reasonable cost and reasonable timescales. Overall 
the proposed approach will deliver short term and long term financial savings and at 
the same time increase efficiency. 

 The development of the new business model has exposed a number of issues that 
include: 

 

i) The User Requirements relating to technology can be delivered by a number of 

means: 

 A Metis solution - a package of functionality delivered by internal ICT 

resources and systems put together to match the User requirements. This 

will require development and as yet only an approximate cost. 

 eCommerce for Policing, a commercial offering commissioned by the 

National lead on firearms licensing, Chief Constable Andy Marsh and 

delivers the User requirements identified at a national level and can put 

data directly into the National Firearms Licensing Database (NFLMS). All 

costs are identified within the commercial offering. It is worthy of note that 

only eCommerce will be able to put information directly into the NFLMS. 

ii) The issue of suitable laptops, mobile phones and in-vehicle wifi to enable the 

Firearms Enquiry Officers to remain out of the office and “on patch” for as much 

of their time as possible. 

iii) The ability for Firearms Enquiry Officers to take their police owned work 

vehicles home and therefore allowing them to book on and off duty from home. 

This will optimise their time at work, as they will be able to go straight to their 

appointments, rather than coming into a police station to collect the vehicle. 

However, at the same time visibility will need to be maintained internally to other 

officers and staff for advice and guidance. 

 

 A decision was taken by the Strategic Alliance Summit in December 2014 to pursue 
the eCommerce solution with a fall-back of a Metis solution if timescales for 
implementation could not be met. In relation to different working practises these will be 
costed as part of the FBC and any tax / legal issues considered. 

 The Change process has identified a number of potential opportunities including, 

 

(1) The procurement of eCommerce has potential to short-cut the time to deliver a 

“tailor-made” technical solution for Firearms Licencing; providing BCH engage 

at an early stage with the providers and push our position in the scheduled 

national roll-out for eCommerce. 

(2) The Enterprise Service Bus (ESB) [a software architecture which consists of a 

set of rules and principles for integrating numerous applications together], 

which is already installed and being configured to support tuServ, a project 

delivered by Metis, can be used to support the delivery of a feature referred to 

as “federated search”. This ESB should help simplify and speed the 
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implementation of eCommerce to BCH and can also be delivered to other 

areas of business. 

(3) The implementation of the new business model for Firearms Licensing, 

provides the opportunity for BCH to deliver a quality service now and in the 

future at reduced ongoing costs. 

 

3.19 Communication and Engagement  

 Throughout the project lifecycle, it has remained the intention of the project team to 
engage and communicate with staff at every available and appropriate opportunity. 
During the early stages of this business change, the team were cognisant of the 
requirement to focus upon engagement.  

 With support from the BCH Change Team Communications team, a communications 
plan has been developed for this project to focus engagement activity. 

 Features of the communication plan include: 

 An intranet site 

 Email Box for staff enquiries 

 Newsletter 

 Staff workshops 

 Human Resources have been involved or sighted upon all aspects of communications. 
They have ensured that staff on maternity leave, long term sick leave and 
secondments have been included in the distribution list for newsletters with details of 
how they can contact the team should they wish to. Unit managers have been asked to 
keep all their staff appraised as the project developed. 

 Engagement with senior officers has taken place regularly where appropriate 
according to requirement and developments. Firearms Unit Managers have been 
invited to all meetings and they have been involved in all aspects of the project, and 
have been instrumental in the shaping of the new future Unit. Managers have been 
asked to provide guidance on research and to comment on findings presented to them 
in discussion, documents, presentations and ideas for delivery within workshops prior 
to the remainder of the staff being involved, or disclosure on project documentation. 

 The Cambridgeshire PCC’s office have supported the project by facilitating public 
engagement. The objectives for this consultation are: 

1) To give the public have an early awareness of change being considered 

2) Gain an understanding of Public reaction to: 

 The implementation of a Tri-Force Firearms and Explosive Licensing Unit 

 Modernising a service that is easily accessible to the public with the 

introduction of IT solutions 

 How receptive the public would be to a digitalised application and renewal 

process 

 How receptive the public would be to on-line payment / card payments and 

withdrawing the options of paying by cheque and cash 

 How receptive the public would be to possible changes to the geographic 

location of existing Firearms Licensing offices (currently Harpenden and 

Monks Wood) 
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3) To make the public aware of the necessity of collaboration and that budget 

savings need to be made, and utilising this opportunity to modernise the 

business area. 

 Consultation will take place with current Licence holders as there is deemed to be no 
benefit to BCH or the public in general for wider views to be sought from the general 
public. 

 Forms of communication have been agreed on, and are: 

 Online survey. A link to the survey will be emailed to holders who have provided 

BCH with an email address. 

 The survey to be sent to Regional Shooting Organisations in order to reach the 

users that have not provided an email address for possible inclusion in their 

published newsletters. This will direct the public with an interest to the survey, or 

invite them to make contact with feedback. 

 BCH Firearms Licencing Units to consider printing a short paper survey to include 

in Licence renewal reminder packs with a stamped addressed envelope for 

return. This is dependent on available budget to cover costs on postage for return 

envelopes. 

 Internal Survey. A survey of officers and staff in relation to how they will engage 

with the function and receive advice in the ‘future state’. 

 The results of this consultation are to be analysed and considered within the 
development of the Detailed Design. 

 

Equality and Privacy Impact Assessments 

 This project is cognisant of the need to consider equality and privacy impact. Work has 
begun in this area and completed assessments will be submitted as part of the final 
business case. 

 

3.20 External Benchmarking  

 Learning opportunities have been sought from other forces who have been through the 
collaboration process. Norfolk and Suffolk Constabularies have transformed their 
separate FELs to a collaborated department under a single head. They operate a two 
hub model with management of both taking place through the manager splitting their 
time across the two locations. Whilst they have a significantly higher number of 
certificate holders (approximately 48,000 compared to approximately 36,000 across 
the Alliance) their budget is significantly smaller than that of the combined budget 
across BCH (See Appendix C for Norfolk / Suffolk structural chart). 

 A number of bench marking activities have taken place in order to support the 
proposals within this document. The findings are detailed below: 
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Force  FTE Total SG & 

FA licences 

Ratio 

Member of staff: 

Certificate 

Norfolk & Suffolk 32.5 48,909 1:1586 

Beds & Herts 17.0 20,955 1:1232 

Cambridgeshire (10.0)12.0 15,812 1:1129 

Lincolnshire  16.0 19,076 1:1192 

Warwickshire & West 

Mercia  

28.0 45,293 1:1617 

 

 Across the Alliance the current FTE is 31.0 with a budget of £744k.By comparison the 
two units deal with 37,000 shotgun and firearms certificates. 

 The workload of an FEL department can be measured by the amount of certificates it 
deals with. If this figure is divided by the FTE of the department (staff level), we are 
able to calculate the average workload per FTE. 

 Detailed analysis of national FTE levels compared to workload provides the following 
information: 

 BCH currently manage an average of 1186 certificates per FTE 

 The national average is 1299 certificates per FTE 

 Many larger, collaborated forces operate with a higher workload per FTE, the 

top two as follows: 

1. West Mids / Staffs – 1802 per FTE  

2. Warwick and West Mercia – 1617 per FTE 

 These forces are operating effectively with fewer staff as a direct result of 

streamlined collaboration. (West Mids / Staffs have just 6 FEOs and 8 

Administrators. This is achieved by use of an automated telephone service for 

renewal. Further detail will be provided in the Full Business Case) 

 There is no evidence to suggest this approach leads to a greater risk – All 

forces are working within the same parameters set by the APP and guidance 

doctrine. The entire basis of  the work is based on legislation and 

consequently there is little room for divergence from a similar set of national 

processes. 

 If BCH were to adopt the same approach as West Mids / Staff (FTE 1802), 

this would calculate as: 

36767 (total BCH certificates) ÷ 1802 per FTE = 20 FTE required* 

*NB- This calculation is based on current working practices, not taking into 

account the added efficiency gains that will come from automation of license 

applications. 
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4. Economic Case 
 

4.1 Requirement 

 The agreed requirement of this project is to design and implement a single Tri-force 
structure and processes to manage: 

 Applications for firearms and explosives licences 

 Renewals of firearms and explosives licences 

 Risk and appropriate use of intelligence 

 Revocations of firearms and explosives licences 

 The specific project objectives are to deliver: 

 A minimum of 10% in cost savings 

 Efficient and effective common business processes 

 Good customer centred services 

 Optimum configuration of resources 

 Effective demand management 

 Increased self-service 

 Effective management of risk and improved Public safety 

 

4.2 Research and Engagement  

 From the outset, this project has sought to maximise opportunities to engage with 
stakeholders in order to progress the identification and development of suitable 
options. 

 The following activities have taken place: 

 

Event Action 

One to One / Personal Numerous discussions have taken place 

with practitioners during the development of 

the POD and FBC. 

Design Parameter workshop 

 

Key stakeholders and staff meeting to 

agree design parameters. 

Bi-Weekly Stakeholder meetings 

 

Team meetings to discuss progress, team 

activity and seek views. 

Dedicated Engagement Days 

 

Two open days have been held in each 

area to engage directly with staff. 

Stakeholder communications plan 

 

Internal and external activity to obtain 

information and views (see paragraph on 

‘Stakeholder Management’ above). 

Other forces  

 

Visits have been made to other 

collaborated forces to inform the options 

identified in this document. (See paragraph 

on ‘Benchmarking’ above). Further activity 

is required and will form part of the full 

business case (FBC). 
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4.3 Technology Requirements  

 In order to enable the revised streamlined working practices, technology needs to be 
matched against the Firearms Licensing Business User Requirements (BURs). 

 This will require the following: 

 Staff to be mobilised to exploit their time out of the office and provide direct 

access to systems for direct inputting of data. This will be achieved via the 

provision of laptops, phones and associated equipment; 

 On-line based self-service for Firearms Licensing applications, renewals and 

other updates. This will be achieved by the provision of eCommerce for Policing; 

 On-line self-service calendar for the booking of appointments with Firearms 

Licensing Enquiry Officers. This will be achieved via eCommerce or in the 

interim SMART Storm diary system; 

 An on-line payment process. This will be achieved via eCommerce; 

 Automated workflow. This will be achieved by the provision of eCommerce but 

may need to be supplemented by some workflow within SharePoint, Dynamics 

CRM or Core DMS; 

 A Federated search function. This will be achieved via eCommerce and or via 

BCH’s Enterprise Service Bus, which is at the centre of system integration and 

being used by tuServ, a policing application developed by BCH; 

 Integration to Microsoft Outlook for notifications and calendar entries. This will 

be achieved via eCommerce and the BCH ICT Department. 

 

4.4 People Requirements 

 Advances in technology, a change in culture and a move towards ‘Agile Working’ lends 
itself to the reorganisation of the work that the Firearms and Explosives Licensing 
Department delivers. 

 There remains a requirement to retain skilled FEOs and Administration staff. However, 
the advent of new technology, automated processes, increased availability of 
information and a potential move away from compulsory renewal visits are all factors 
that lead towards a natural reduction in staff needed. 

 There will be a natural cessation of manual work with the automation and streamlining 
of processes coupled with an accepted change in service delivery method and 
increased self -service by the public. It is anticipated that whatever resourcing option is 
chosen, the number of staff employed in this unit will be able to deliver the same, if not 
better, standard of service with less resources. 

 Adopting a single set of operating procedures across the three forces will also allow for 
a reduction in the management required for this small unit. 

 Any reduction in staffing numbers and/or a move to a single operating hub will have 
both personal impacts for staff and financial implications for the organisation. 
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HR Impacts and estimated HR set up costs 

 The below figures are based on a minimum and maximum range of potential HR costs 
associated with any of the proposed options i.e. potential redundancy costs / capital 
costs and costs for travel protection due to potential changes of location. Four options 
have been analysed and the following section presents each option in detail. Exact 
costings cannot be determined at this stage as expenditure will be dependent on the 
terms and conditions of the staff impacted by the restructure. The figures have been 
calculated using actual costs but final costs will be dependent on the preferred option 
and specific calculations associated with the terms and conditions of the staff 
impacted. 

 Redundancy and capital costs are based on an assumed implementation date of 1st 
August 2015.  Costs may change and increase if the implementation is later than this 
indicative date. Redundancy costs may also increase if a new location is not deemed 
to provide suitable alternative employment for a particular group or member of staff, 
but at this stage it is too early to anticipate and cost for this. The costs reflect the 
proposed location of each option e.g. One or two hubs, etc. 

 

 Option 

 A B C D 

Key Features  Single Hub 

with 

separate 

decision 

makers 

 Single Hub 

with 

increased 

managers 

 Two Hub  Two Hub 

with 

increased 

officer in 

each hub 

Redundancy  Minimum 

£69,374 

 Maximum 

£146,724 

 Minimum 

£69,374 

 Maximum 

£146,724 

 Minimum 

£54,196 

 Maximum 

£133,143 

 Minimum 

£54,196 

 Maximum 

£133,143 

Capital Costs TBC TBC TBC TBC 

Relocation  Minimum 

£90,120 

 Maximum 

£144,258 

 Minimum 

£90,120 

 Maximum 

£144,258 

 Minimum 

£19,797 

 Maximum 

£44,906 

 Minimum 

£7,335 

 Maximum 

£20,666 

Training TBC TBC TBC TBC 

*Option A and B minimum / maximum redundancy costs are the same. Option C and Option 

D minimum/maximum redundancy costs are the same. 

 

 The identified HR Impacts are: 

 Considerable relocation costs for all staff if one hub is the preferred option. This 

may also increase journey time or result in a potential loss of experienced staff if 

staff do not relocate to a new central location. Travel protection is paid for 3 years 

in Cambridgeshire, 2 years  in Hertfordshire and 9 months in Bedfordshire if it is as 

a  result of redeployment; 
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 Potential for Agile working for some of the posts within each of the options, leading 

to likely savings in estate and travel costs; 

 Potential redundancies due to a reduction in numbers which will result in 

redundancy costs and capital costs if staff cannot be redeployed.  These differ with 

each option identified; 

 Risk of reduced service delivery if the chosen option is too lean. No further cost 

savings could be achieved/ recognised; 

 Potential pay protection costs if staff are redeployed into a lower graded post. 

 

4.5 Performance Standards 

 Currently the Firearms and Explosive Licensing Working Group (FELWG) are 
reviewing a National Performance Framework for Firearms Explosives Licensing 
(FEL).  With this in mind it will be necessary to ensure that any long term performance 
regime is based upon a nationally agreed document to ensure consistency, in line with 
the APP direction. It would therefore be inappropriate to construct and implement a 
radically new performance framework at this time as any such model may be 
superseded by the national requirements. 

 There is current disparity with the provision of performance data across BCH. 
Bedfordshire and Hertfordshire issue a monthly report with a breadth of data covering, 
amongst other areas, turnaround times, revocations and appeals (See Appendix D). It 
does not cover individual performance and is rather an overview of the departmental 
throughput. It is broken down to force level within the already collaborated FEL 
department. The data for the report is extracted from NFLMS and published in a report 
format. Whilst Cambridgeshire FEL does not publish such report or maintain a 
performance framework, the department head is able to scrutinize NFLMS for the 
required information. 

BCH FEL Monthly returns 

 

Shotguns and Firearms 

No. Certificate Grant Applications Finalised in Period 

Grant Applications granted 

Grant Applications refused 

Grant Applications withdrawn 

New Cert Grants average turnaround days (1target< 42 

days) 

No. Certificate Renewal Applications Finalised in 

Period 

Renewal Applications granted 

Renewal Applications refused 
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 It is therefore suggested that the current method of extracting information is 
maintained (until a national solution is launched) and that one consistent framework is 
used to monitor performance of the Tri force unit. The suggested performance frame 
work is as follows 

 

Performance Framework 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Renewal Applications withdrawn 

Revocations 

of which were Domestic Violence/Abuse Revocations 

% Cert renewed before expiry of existing cert   

BCH FEL Monthly returns 

 

Firearms 

Number of certificates 

Certificates issued 

Certificates revoked 

Certificates refused 

BCH FEL Monthly returns 

 

Shotguns 

Number of certificates 

Certificates issued 

Certificates revoked 

Certificates Refused 
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4.6 Process Harmonisation  

 On 22nd and 23rd October a joint workshop was held with all FEL staff from across the 
alliance. Existing processes from across the two departments were discussed in detail 
and a significant investment was made with regard to process mapping current 
procedures. As a result of this work single processes have now been agreed for each 
strand of work undertaken by the FEL unit. The new processes are both efficient, 
consistent and compliant with the legislation and guidance. 

 

4.7 Demand Management / Channel Shift 

 Whilst many operating methods within BCH are identical, Bedfordshire / Hertfordshire 
currently operate a different system to Cambridgeshire in respect of firearms certificate 
renewals. 

 At present, a firearms or shotgun certificate holder is required to renew their certificate 
every 5 years (or 3 years in the case of a registered dealer). If they do not comply with 
this prior to the expiry date, they are unlawfully in possession of the firearm and could 
be subject to prosecution. 

 In advance of the expiry of the date, the holder is expected to submit a renewal 
application. They receive a written reminder in the post 90 days in advance of this 
date. 

 Currently, Cambridgeshire conduct a personal visit when the renewal application is 
received. The FEO completes a site interview and makes a recommendation to a 
supervisor for the certificate to be renewed / revoked. This process of seeing every 
applicant without filter increases demand and is costly in terms of time and travel (see 
process timings data above). If BCH were to adopt this method, a higher number of 
FEOs would be needed across the three forces, resulting in additional staffing costs. 
On this basis, it is recommended that this model is not followed. 

 Bedfordshire and Hertfordshire adopt a risk based approach utilising intelligence from 
Policing systems. When an application is received, administration staff complete 
background checks and provide a report to the officer supervisor. A risk assessment is 
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completed, and a personal visit is only carried out if the supervisor deems there is 
cause for concern. 

 This process is compliant with home office guidance, which states: 

“At renewal a risk-based assessment may indicate the need for an 

interview with the applicant, which may be done over the telephone. Visits 

should always be made by prior appointment to take place at a mutually 

convenient time” 

 Nationally, forces vary in their approach to renewals. 

 Having considered in detail the national picture and taken advice from national 
guidance and experts it is felt that the continuation of 100% visits by FEOs is both 
unnecessary and costly. There is a case that 100% home visits offer the best 
management of risk. The evidence does not support this – in a recent domestic murder 
involving Surrey constabulary, it is to be noted that Surrey employed a 100% visiting 
policy but it still did not mitigate the risk. 

 For the purposes of clarity, it is suggested (and agreed by those with the professional 
expertise) that irrelevant of the chosen model, the following process should be adopted 
by the Tri-Force collaboration: 

 12 weeks’ notice will be given to Certificate holders prior to expiration. They will 

be required to provide a fully completed application at least 8 weeks prior to 

expiration. 

 On receipt of the application, a standardised Risk Assessment Matrix will be 

completed by the FEO to identify whether or not a personal site visit is required. 

 Persons assessed as requiring an immediate visit will be seen at that time by an 

FEO. 

 Persons deemed ‘low risk’ will not be subject to immediate visit. However, they 

will be visited at a time agreed within their licence lifetime. This will allow demand 

to be spread evenly, utilising lean periods to make site visits manageable without 

increasing FEO staffing levels. 

 

Channel Shift 

 There is an on-going Government commitment to encourage UK citizens using online 
systems when dealing with public services. Dr Gerald POWER (Channel Shift 
Academic - Home Office) has completed a white paper on this subject, and made the 
following relevant statement: 

“The first conclusion I have reached will probably not be a surprise and is that 

I believe the potential savings from channel shift are real and significant.  This 

may seem obvious, but the figures which have been widely quoted have 

seldom been explained or tested and I feel it important to validate them 

before moving on.  The second conclusion is that realising benefits depends 

very much on targeting the channel shift effort to processes, customer groups 

and services where it will yield benefits and that not all channel shift has the 

potential to do so.  The final solution is probably the most radical. It is that in 

order to achieve effective digital self-service, organisations may have to 
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radically re-think their communication strategies. In particular how they use 

communication to support digital self-service processes, manage demand 

and bring customers to the new self-service channels.” (POWER, 2014) 

 Key points to draw from this white paper are: 

 54% of adults use internet banking (potential FEL customers) 

 Each online contact/transaction could save between £3.30-12.00 

 77% of UK households have internet connection (customers for FEL) 

 Majority of adults have a mobile phone, for accessing SMS (another method of 

FEL communication) 

 50% of adults under 44 years use social media, which could be a channel FEL 

could adopt (some areas of policing are already utilising this). 

 50% of adults are willing and able to use digital self-service (from trend analysis 

from Ofcom and ONS). 

 This has enabled the project team to consider how other communication methods can 
be utilised: 

 Allowing FEOs to open up part of their online diary. This will allow applicants to 

book mutually convenient telephone or site appointment. 

 Enhancing the Police intranet sites for Firearms Licensing. This will give 

applicants much more detail regarding the application process effectively the 

volume of telephone calls received into the department. 

 Consideration of a web-chat facility to allow for a query to be handled online. 

Web-chat has been proven to allow staff to deal simultaneously with multiple 

enquiries. 

 Social Media can give immediate updates on relevant information e.g. changes in 

legislation which may be appropriate to the shooting community. This could also 

allow users to feed information/suggestions into the FEL department. 

 Interactive Voice Response (IVR) allowing a query to be directed to the most 

appropriate person or the caller to service their own inquiries. 

 The primary objectives being to provide excellent customer service, but allowing FEL 
staff to work in the most productive and efficient manner. 

 

4.8 High Level Structural Options 

 Following engagement and research four structural options have emerged which are 
predicated on the technology, people, demand, performance and channel shift layers 
of the target operating model for Firearms Licensing highlighted above. Each option is 
shown with key features on the following pages. 
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Option A 

 

 

 

Key Features: 

 Single Hub Model with one manager and two decision makers 

 Savings realised £382,000 

 Total FTE of 19 (reduction of 12 FTE from current structure) 

  

Head of 

Firearms Licensing

 

Manager

 

Administrator

 

Administrator

 

Administrator

 

Administrator

 

Administrator

 

Administrator

 

Decision Maker

 

Decision Maker

 

Firearms Enquiry 

Officer

 

Firearms Enquiry 

Officer

 

Firearms Enquiry 

Officer

 

Firearms Enquiry 

Officer

 

Firearms Enquiry 

Officer

 

Firearms Enquiry 

Officer

 

Firearms Enquiry 

Officer

 

Firearms Enquiry 

Officer

 

Firearms Enquiry 

Officer

 

FEO 9 FTEDecision Maker 2 FTEAdmin 6 FTE



 

 
FEL FBC Final V1  37 

 
 

 

Option B 

 

 
 

Key Features: 

 Single Hub Model with two managers and one decision-maker plus increased FEO 

and Administrator 

 Savings realised £321,000 

 Total FTE of 21 (reduction of 10 FTE from current structure)  
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Option C 

 

 

Key features: 

 Two Hub Model (1 base north / 1 base south) 

 Savings realised £245,000 

 Total FTE of 23 (reduction of 8 FTE from current structure) 
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Option D 

 

 

Key features: 

 Two Hub Model (1 base north, 1 base south) with increased administrators and 

FEOs 

 Savings realised £123,000 

 Total FTE of 27 (reduction of 4 FTE from current structure)  
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4.9 Option Comparison 

 The information below illustrates the summarised features, strengths and weaknesses 
of each option. 

 

 

Option 

 A B C D 

Estimated Saving £382k £321k £245k £123k 

Estimated HR costs (redundancy and 
relocation 

£159k to 
£291k 

£159k to 
£291k 

£74k to 
£178k 

£61k to 
£154k 

Payback in months 5 to 9 6 to 11 4 to 9 6 to 15 

Number of hubs 1 1 2 2 

Resourcing required (FTE) 19 FTE 21 FTE 23 FTE 27 FTE 

Resourcing reduction (FTE) 12 FTE 10 FTE 8 FTE 4 FTE 

Dependency on IT solutions High High Medium Low 

 

Benefits (+) A B C D 

10. High levels of saving        

11. Processes streamlined through introduction of 
IT solutions 

      

12. Economy of scale achieved through single hub       

13. Up skilling of staff required       

14. Increased accessibility for public though on-line 
processes 

      

15. Office space made available       

16. Obliges Agile working       

17. Two hubs ease business continuity issues       

18. Impact on staff minimised      

Disbenefits (-) A B C D 

Minimal savings 
 

     

Full benefits from IT solutions not obtained       

Increased resilience issues due to lower staff 
numbers 

       

Increased travelling for FEOs        

Impact on staff        

Potential for over utilisation of staff        

Public without online access disadvantaged 
(see 4.3 below) 

       

Likelihood of further change       

High ratio of staff to manager        
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Option Narrative 

A Offers maximum cost savings, yet perhaps requires the greatest leap of faith as it 

seeks to implement a model that operates with the least staffing resilience. It is 

anticipated that this is likely to face most resistance due to the radical cultural 

change required to ensure its success. 

B Offers substantial savings, whilst seeking to implement a cultural change across the 

department. Its success is dependent on a visionary Head of FEL. It retains an ethos 

of public safety, yet is focussed on eliminating waste and wasteful processes. Its 

solitary hub reflects two thirds of models implemented by the other collaborated 

forces whilst being significantly more streamlined in its automated processes. It 

offers an element of future proofing through the introduction of eCommerce and is 

less likely to require further departmental consolidation. With reference to the 

benchmarking calculations it is still one above the recommended FTE. To work 

effectively, Option B requires the full implementation of IT and also agreement that 

renewal visits can be conducted according to a risk based approach. For this reason 

Option B is potentially the optimum long term solution. 

C Offers a more palatable option as it retains two hubs, whilst not seeking to be as 

visionary as Options A or B. It does offer significant cost savings yet the on-going 

estate costs are likely to be higher than Option B. It requires a smaller cultural shift 

whilst risking a continuation of a silo mentality. The Head of FEL is required to 

manage across two locations, and the on-going estate costs are likely to be higher 

than Option A and B. 

D Could be considered an interim solution. In the short term, it allows FEL to meet its 

required budget savings with least impact, and offers a model that can deliver service 

if IT solutions are not in place. A feature of this option is that frontline services are 

maintained. FEO levels remain unchanged, and savings are achieved through 

improved back office staff efficiencies: 

 Lean methodology – The unification and streamlining of BCH processes  

 Increase staff utilisation – Better sharing of skills / resources 

 Telephony solutions  

 Increased self-service (internal channel shift to website information) 

Option D is the least forward thinking because in the long term it does not exploit 

digital services to their fullest potential. This would, by definition, require further 

review as the inevitable digitisation of the public sector gathers pace in the coming 

years. At best, this would be an interim until implementation of e commerce. 

 

 In the described options, IT solutions and channel shift will see an increase in online 
interaction between the public and the FEL team. Whilst this is to be encouraged, it is 
recognised that not all members of the public have access to computers and there will 
need to be some provision for face to face contact. 

 Within all proposed options, FEOs will be assigned a geographic area of responsibility. 
It is envisaged that FEOs will conduct regular ‘surgeries’ on their respective areas, 
making themselves accessible to the public to meet this need. This will be detailed 
further in the Implementation Plan. 
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4.10 Preferred Option / Route 

 Based on the above quantitative and qualitative appraisal Option B offers the optimum 
mix of efficiencies maximised by process and technology solutions whilst managing 
risk and providing public safety.  Whilst Option B is the preferred end-state it is 
dependent on technology solutions being available and Option D may provide a 
stepping stone. This will be explored to conclusion in the Detailed Design and 
Implementation Plan. 
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5. Commercial Case 

 

5.1 Introduction 

 The purpose of this Commercial Case is to lay the ground work for future work to fully 
scope procurement requirements to deliver collaborated Firearms Licensing by 
identifying what might be procured and ensuring that potential procurement timescales 
and resource requirements are built into the implementation plan. 

 

5.2 Required Services 

 The majority of required service in relation to people (e.g. consultation), estate (e.g. 
location moves) and ICT (e.g. provision mobile devices) changes will be provided 
internally.  The main area where services will have to be procured are in relation to the 
Ecommerce for Policing (ECfP) ICT platform and this is likely to via the Dorset Police 
Collaboration Agreement.  Expertise from the BCH Procurement Department will assist 
in this process.  In addition, professional consultancy services may be utilised in 
process redesign if deemed appropriate.  There are no major contract in place which 
require review in this business area. 

 

5.3 Procurement Strategy and Implementation 

 The BCH Procurement Department will ensure the delivery of the Target Operating 
Model for Firearms Licensing is enabled within the context of EU procurement law. 
Appropriate legal advice will be sought to confirm that options and routes identified are 
applicable in the specific circumstances of delivering the requirements of the Firearms 
Licensing TOM. 

 Under collaboration the three forces and three OPCCs remain as legally separate 
entities. Expansion of a contract without a tendering process could potentially 
constitute a breach of EU procurement law depending on the nature of the original 
procurement exercise and resulting contract. 

 Any procurement activity will be completed in line with standard BCH policy and 
procedures. Once requirements are identified during early 2015 the appropriate 
procurement route will be identified, procurement timescales detailed and resource 
estimates made on the required effort to procure the services appropriate to the scale 
and type of investment decision. 
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6. Financial Case 

 

6.1 Introduction 

 The Financial Case demonstrates that the options taken forward to Detailed Design 
and Implementation will result in a fundable and affordable option being progressed. 

 

6.2 Indicative Savings  

 The Project Outline Document (POD), based on 14-15 budgets, and in accordance 
with the strategic alliance mandate, identified a savings target of 10% that equated to 
an estimated realisable saving in the region of £99k in 2015/16. The revision of the 
2014/15 budget to 2015/16 draft budgets has increased the 10% savings target to in 
the region of £101k. 

 There are four options provided in the FBC. A and B are based on having one hub, 
and C and D are based on two hubs. The transport costs and supplies and services 
budgets within the options are calculated pro rata to the staff FTEs. This will need 
further consideration going into the Detailed Design given future variables such as the 
renewals visit policy and different travel distances between hubs and current locations  

 The full financial implications of each option is tabled below. 

 Options A, B and C assumes a new an IT solution is in place (either E-Commerce or 
in-house Metis) enabling licenses to be applied for on-line with direct transfer of 
payment to the relevant Force bank account, reducing the administration staff required 
within the department. It has been agreed by PCCs and CCs that the Ecommerce 
solution is the preferred option in the future, subject to determining the expected timing 
that the system will be rolled out (Home Office indications are presently “spring” 2015). 

 Option A assumes one hub with an IT solution in place (either eCommerce or in-house 
Metis). This option assumes a structure of 19 FTEs and would provide an annual 
budget saving of £382k and would reduce staff posts by 12 FTEs. 

 Option B is the same as option A except that only 10 posts are removed rather than 
12, offering a higher level of resilience. This option assumes a structure of 21 FTEs 
and would provide an annual budget saving of £321k and would reduce staff posts by 
10 FTEs. 

 Option C is based on having two hubs each with its own management structure and an 
IT solution as set out in Option A.  This option assumes a structure of 23 FTEs and 
would provide an annual budget saving of £245k and would reduce staff posts by 8 
FTEs. 

 Option D is based having 2 hubs but without the savings that a new IT solution would 
provide. This option assumes a structure of 27 FTEs and would provide an annual 
budget saving of £123k and would reduce staff posts by 4 FTEs. This option could be 
implemented as a step towards the more significant savings that a new IT solution 
would offer under options A,B and C. 
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6.3 Implementation Costs 

 There are likely to be investment costs to ensure that IT functionality is fit for the new 
model and the future, that staff are adequately trained, and that wherever the new 
functions are located these buildings are fit for their new purposes.  Therefore, 
dependent upon the preferred option there could be capital and/or revenue costs such 
as investing in new or existing buildings, costs relating to system compatibility, HR 
related one off costs such as training, redundancies and relocation 

 

HR Costs 

 It is important to state that no redundancies have been currently identified and this will 
not be known until the Detailed Design is completed.  Many variables across the 
options including locational decisions and structural design will impact and as such 
these estimates will continue to be developed and refined through the business case 
and decision making process.  At this point they are only provided for indicative 
purposes as no decisions have been taken with respect to a final solution at the time of 
writing this report. Costs could include the redundancies, compensation costs for 
additional travel incurred by staff required to relocate from their current work base, and 
training costs.  

 A range of estimated costs that could apply to each option is provided in the financial 
implications summary below. 

 

Estate 

 Additional on-going costs arising from proposed locational changes for each option 
have not yet been incorporated into the estimated future Tri Force budget for each 
option. A range of estimated one off costs that could apply to the proposed locational 
arrangements of each option will be determined and incorporated into the Detailed 
Design costings 

 

IT 

 Additional on-going costs arising from the new IT solution have not yet been 
incorporated into the estimated future Tri Force budget for options A, B and C (this 
estimate will subject to a future decision regarding the solution). A range of estimated 
one off costs that could apply to the proposed IT solution will be determined and 
incorporated into the Detailed Design costings. 

 

6.4 Apportionment of Costs 

 The default proposals across the Programme are that the costs of the new Tri Force 
collaborated unit would be shared based on Net Revenue Expenditure (NRE). An 
alternative approach for Firearms Licensing would be based on the number of licences 
processed. 

 The default proposals across the Programme are that implementation costs incurred 
for the specific purpose of setting up the new Tri Force collaborated unit would be 
shared based on Net Revenue Expenditure (NRE). 
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6.5 Summary of Financial Implications 

 

CURRENT BASELINE Beds Cambs Herts TOTAL

NRE % 24.32% 31.24% 44.44% 100%

Current Baseline Budgets £000 166 296 250 712

Current Baseline FTE FTE 7 14 10 31

Option A

BCH Budget, shared by NRE £000 80 103 147 330

FTE FTE 4 9 6 19

Savings £ £000 86 193 103 382

Savings % % 52% 65% 41% 54%

Savings FTE FTE 3 5 4 12

Redundancy and relocation one off costs:

Lowest 39 50 71 159

Highest 71 91 129 291

Option B

BCH Budget, shared by NRE £000 95 122 174 391

FTE FTE 5 9 7 21

Savings £ £000 71 174 76 321

Savings % % 43% 59% 30% 45%

Savings FTE FTE 2 5 3 10

Redundancy and relocation one off costs:

Lowest 39 50 71 159

Highest 71 91 129 291

Option C

BCH Budget, shared by NRE £000 114 146 208 467

FTE FTE 5 10 8 23

Savings £ £000 52 150 42 245

Savings % % 32% 51% 17% 34%

Savings FTE FTE 2 4 3 8

Redundancy and relocation one off costs:

Lowest 18 23 33 74

Highest 43 56 79 178

Option D

BCH Budget, shared by NRE £000 143 184 262 589

FTE FTE 6 12 9 27

Savings £ £000 23 112 -12 123

Savings % % 14% 38% -5% 17%

Savings FTE FTE 1 2 1 4

Redundancy and relocation one off costs:

Lowest 15 19 27 61

Highest 37 48 68 154
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6.6 Affordability and the FBC 

 The Implementation phase will develop detailed costings for the HR, ICT and Estates 
costs based on the location configurations which will be explored in the roadmap which 
is identified based on dependencies (e.g. Ecommerce).  Option B is the preferred TOM 
based on qualitative aspects balanced with finance and public safety.  Option D may 
provide a stepping stone to Option B if it is not possible to implement ECfP earlier. 
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7. Management Case 
 

7.1 Introduction 

 A Detailed Design examining governance, TOM design and the implementation plan 
will be set out in the Implementation Phase (i.e. once the final preferred option is 
confirmed) to ensure sufficient detail is in place to enable the change delivery to be 
mobilised effectively and economically. 

 This Management Case demonstrates that the Change Governance Framework, 
Implementation Roadmap / Approach and Project Team Structure, supported by 
special advisors will provide the appropriate decision-making, control mechanisms, risk 
management, benefits realisation, resources and plans to successfully deliver the 
Firearms Licensing Project in accordance with recognised best practice. 

 

7.2 Change Governance Framework 

 Effective change governance (i.e. clarity about what decisions are made, where and by 
whom, and what criteria are used in reaching decisions as well as controlling progress 
and managing risks) is critical to the delivery of the Firearms Licensing Project.  The 
governance approach being taken follows the principles of Cabinet Office Guidance on 
the Management of Portfolio and Managing Successful Programmes. 

 The Firearms Licensing Project Board sits within the Operational Support Programme 
Board which then sits under the over-arching tri-force Change Portfolio Delivery Board 
(CPDB). The CPDB coordinates and monitors change on behalf of the Joint Chief 
Officer Board (JCOB). JCOB feeds into the tri-force Strategic Alliance Summit (SAS) 
where PCCs and CCs make the strategic change decisions and monitor progress of 
collaborated units. 

 JCOB will approve the FBC and the SAS will act as the final decision body. 
Implementation progress will then be monitored and controlled with project, 
programme and portfolio progress reported to JCOB and SAS. The diagram and table 
below demonstrates the role, delegated authority and escalation routes for Public 
Contact. 

 

Body Role Delegated Authority  Escalation 

Strategic Alliance 

Summit 

Set the Strategic 

Direction for the 

Firearms Licensing 

Project and agree the 

strategic TOM. 

3 x Chief Constables 

and 3 x PCC  

n/a 

Joint Chief Officer 

Board 

To deliver the Strategic 

Direction for the 

Firearms Licensing 

Project and approve 

the operational TOM. 

3 x Chief Constables Summit for strategic 

matters 

Change Portfolio 

Delivery Board 

To oversee the overall 

progress of the 

Firearms Licensing 

Director of Change 

Portfolio 

JCOB and SAS 
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Body Role Delegated Authority  Escalation 

Project and its 

interdependencies 

Operational 

Support 

Programme Board 

To deliver the tri-force 

Operational Support 

Projects including 

Firearms Licensing 

Programme Lead: 

Senior Responsible 

Officer 

Change Portfolio 

Delivery Board 

Firearms Licensing 

Project Board 

To control the detailed 

delivery of the Firearms 

Licensing Project 

Strategic Project Lead Operational Support 

Programme Board 

 

 Assistant Chief Constable Michelle Dunn is the Senior Responsible Owner (SRO) for 
the Firearms Licensing Project and chairs the Operational Support Programme Board. 
The diagram below shows how the interdependent change programmes across 
Bedfordshire, Cambridgeshire and Hertfordshire are governed. Current ‘Product 
Enabler’ projects include Athena and Mobilisation. Projects include Athena and 
Mobilisation, which have critical dependencies on Firearms Licensing. 

 

 

 To provide ongoing assurance and engagement the PCCs will have embedded 
resources in the Change Portfolio as required. External assurance will also be sought 
at key gateways from externally appointed consultants to provide an independent 
assessment into the change governance layers. 

 
7.3 Project Structure for Detailed Design and Implementation Phase 

 For the FBC a Superintendent Strategic Change Lead led a Design Team. 
Professional change skills in relation to project management, finance, human 
resources, procurement, benefits management, legal and communications were 
provided through the tri-force Change Portfolio Office.  Specialist support was provided 
from the BCH ICT Department and from other project teams (e.g. Product Delivery: 
Self-Service and Mobilisation; Athena). 
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 For the Detailed Design a similar approach will be undertaken and this will enable 
implementation to take place.  The key deliverables and workstreams to enable 
implementation of the Detailed Design are: 

 Service Redesign and Plan 

 Detailed Process Redesign and Plan 

 Channel Design and Plan 

 ICT Requirements and Plan 

 Balanced Performance Framework 

 Estates Design and Plan 

 People Design and Plan 

 Full Costed Plan 

 Procurement Plan 

 Benefits Analysis and Realisation Plan 

 Communication and Engagement Plan 

 Implementation Plan 

 Implementation Delivery 

 A draft Implementation Plan is currently being developed. Some of the key questions 
to influence the Implementation Plan are: 

 What does a phased approach look like to deliver the Target Operating Model? 

 How will timing of implementation link to ECfP? 

 What will the benefits realisation profile be based on the different phases? 

 To what extent are benefits reliant on the components (e.g. ICT, etc.)? 
 
7.4 Risk Management 

 A detailed Risk Register has been produced for the Firearms Licensing Project and is 
considered at the Firearms Licensing Project Board plus then feeds into the 
Programme and Portfolio layers. 

 On-going identification, tracking, management and mitigation of risks will be critical to 
the successful implementation of the Public Contact Project. 

 
7.5 Benefits Realisation Initial Assessment 

 

"Benefits Realisation Management (BRM) is the process of organising and 

managing so that potential benefits, arising from an investment in change, are 

actually achieved. 

 

 This process starts with making the vision clear, and setting objectives. For Firearms 
Licensing, the following objectives were set: 

 To work within the allocated budget; 

 To maintain robust and relevant scrutiny of current and prospective certificate 
holders; 

 To maintain 'good' levels of customer service. 

 There is a strong degree of strategic fit between the proposals in the Business Case 
and the vision in the Strategic Alliance Change Mandate.  
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How will Change Deliver this? What does this mean? ALIGNMENT 

SAVINGS (a) Meet Financial Objectives Strong Alignment 

BEST PEOPLE (a) Staff Engagement  

(b) Staff Development 

Alignment 

BEST PROCESS (a) Alignment / Single Process  

(b) Refinement /  Streamlining 

Strong Alignment 

BEST TECHNOLOGY (a) Single System  

(b) Transformation 

Alignment 

SHARED SERVICE MODEL 

  

(a) Co-located where 

appropriate 

(b) Standardised Service  

(c) Shared Policy 

Strong Alignment 

 

Strong 

Alignment 

Objective of Project 

Alignment Enabler / Business Change 

delivering Objective 

Diverges Counter to Strategic Aim 

Not applicable Beyond scope of the project 

 

 Benefits are the outcomes of change which stakeholders perceive as positive. They 
should all link back to the strategic vision, and the objectives of the project. 

 In the Firearms Licensing project, Benefits will be delivered by working within the 
allocated budget, maintaining robust and relevant scrutiny of current and prospective 
certificate holders, and maintaining 'good' levels of customer service. These will be 
underpinned by common tri-Force business process (enabled by implementing 
common ICT platforms), as well as the delivery of external and internal education and 
reassurance. 

 This is summarised in the below strategy map: 
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 Benefits mapping will help set clear and measurable benefits, and clarify which 
stakeholders will benefits from each one. 

 This will then provide the final Benefits Realisation Plan, which will be included as part 
of the Detailed Design. 

 

7.6 Public Consultation 

 Further public consultation via the PCC’s office is scheduled, to be cognisant of the 
chosen option. Further detail will be provided in the Implementation Plan. 
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7.7 Indicative Timescales 

 It is envisaged that Consultation will begin in the spring, with full implementation being 
achieved in late 2015 (dependent upon IT issues outlined below). 

 

7.8 Implementation Issues 

 Options A – C are increasingly dependent upon the arrival of IT systems to remove 
manual administration functions, thus allowing for service to be maintained with 
reduced FTE levels. 

 The IT needs of this project must be balanced against the needs of other collaborative 
work-streams. Furthermore, eCommerce is a national product and delivery timescales 
are beyond our control. 

 As a result, it is thought unlikely that IT solutions will be in place in time for 
implementation.  At time of writing (February 2014), the indicative timescale for IT 
delivery is unknown and needs to be clarified. 

 In addition to this the current timescales for HR issues are unknown. Considerable 
engagement has been undertaken with staff and there is potential for the consultation 
phase to be reduced from the standard six months to three. This will not be finalised 
until the Detailed Design is complete. 

 
7.9 Recommended Options for Implementation 

 The Detailed Design will be developed to identify the best route to implementation of a 
collaborated tri-force Firearms Licensing model. 

 

Direct Implementation to Final Model 

 Options A to D are all viable solutions, and in the right conditions are able to maintain 
service delivery and achieve the required savings levels. 

 Reduced FTE levels would mean that (if chosen), Options A to C would need to 
coincide with the full implementation of IT solutions. Full automation of IT systems as 
outlined in this document will enable service levels to be maintained in a reduced FTE 
structure.  Option B is the preferred model as it provides the optimum balance between 
qualitative assessment, financial savings and public safety whilst being innovative and 
transformational. 

 Direct implementation to one final structure provides the following advantages: 

 Change to the preferred operating model occurs in one move, meaning less 

upheaval, one consultation process etc. 

 Final Managerial Structures can be implemented swiftly, allowing for change leaders 

to be in place early on. 

 Disadvantages: 

 Sudden and comprehensive change. More impactive on staff and public. 

 Dependent on IT Solutions. 

 Will require significant training of staff in a short space of time. 

 Delays realising savings. 
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Two Stage Implementation 

 An alternative measure is to opt for a two-phased approach to counter any delays in 
the arrival of IT solutions and release initial savings. 

 Option D does not rely on any IT solution, and does achieve above and beyond the 
initial target saving required. It could, if IT became an issue, be a standalone option, 
but this is not suggested as far greater savings can be achieved with the alternatives 
provided. What is a potential, is for Option D to be considered as an interim approach, 
which can be instigated whilst new IT processes are engineered.is considered as an 
interim option. 

 The advantages of a two stage approach are: 

 Savings can be made in the short term, with little upheaval to current operating 

standards and without dependence on IT delivery timescales. 

 Change is gradual, reducing the impact that a complete structural upheaval may 

bring. 

 The second stage move will still allow the Alliance to realise further savings, embrace 

lean methodology and realise benefits from future IT solutions. 

 Disadvantages: 

 Consultation will need to occur twice in a relatively short period. 

 Managerial Structures will need to change- less able to benefit from having the right 

change leaders in place. 

 Impactive on staff, who will know that a further round of redundancies is likely. 

 

Final Recommendation 

 It is recommended that Option B (see Page 36) is the preferred structural 
solution for a collaborated Firearms Licensing Unit with Option D (Page 38) 
providing an interim solution if the ICT dependencies are not available.  The 
Detailed Design will analyse and recommend the best route to implementation. 
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8. Appendices 

 

Appendix A: Project Outline Document 

Appendix B: Organisational Charts 

Cambridgeshire Current Structure: 

 

 

  

Manager

MB1 / 1 FTE

Supervisor

SO1 / 1 FTE

Administrator

Scale 3 / 1 FTE

Firearms Enquiry 

Officer

 Scale 4-5 / 1 FTE

Firearms Enquiry 

Officer

 Scale 4-5 / 1 FTE

Firearms Enquiry 

Officer

 Scale 4-5 / 1 FTE

Firearms Enquiry 

Officer

 Scale 4-5 / 1 FTE

Firearms Enquiry 

Officer (FTC)

 Scale 4-5 / 1 FTE

Firearms Enquiry 

Officer (FTC)

 Scale 4-5 / 1 FTE

Administrator

Scale 3 / 1 FTE

Administrator

Scale 3 / 1 FTE

Administrator

Scale 3 / 0.5 FTE

Administrator

Scale 3 / 0.5 FTE

Administrator (FTC)

Scale 3 / 1 FTE
Administrator (FTC)

Scale 3 / 1 FTE

Admin 6 FTE (2 Fixed Term Contract) FEO 6 FTE (2 Fixed Term Contract)
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Beds / Herts Current Structure 

 

Appendix C: Norfolk & Suffolk organisational charts  

Appendix D: Beds and Herts Performance Framework 

Appendix E: Home Office Manual of Guidance October 2014  

Appendix F: Approved Professional Practice on Firearms Licensing 

http://www.app.college.police.uk/app-content/major-investigation-and-public-

protection/firearms-licensing/ 

  

Manager

A5 / 1 FTE

Office Manager

A5 / 1 FTE

Administrator

Scale 4 / 0.78 FTE

Firearms Enquiry 

Officer

 Scale 5 / 1 FTE

Firearms Enquiry 

Officer

 A3 / 1 FTE

Firearms Enquiry 

Officer

 A3 / 1 FTE

Firearms Enquiry 

Officer

 Scale 5 / 1 FTE

Firearms Enquiry 

Officer (FTC)

 A3 / 1 FTE

Firearms Enquiry 

Officer (FTC)

 A3 / 1 FTE

Administrator

Scale 4 / 1 FTE

Administrator

A3 / 1 FTE

SFEO

SO1 / 1 FTE

Administrator

A3 / 1 FTE

Administrator

A3 / 1 FTE
Administrator

A3 / 1 FTE

Administrator

A3 / 1 FTE

Administrator

A3 / 0.61 FTE

Administrator

A3 / 0.61 FTE

Admin 8 FTE FEO 6 FTE (2 Fixed Term Contract)

http://www.app.college.police.uk/app-content/major-investigation-and-public-protection/firearms-licensing/
http://www.app.college.police.uk/app-content/major-investigation-and-public-protection/firearms-licensing/
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9. GLOSSARY 

 

FBC Full Business Case 

FEL Firearms & Explosives Licensing 

NFLMS National Firearms Licensing Management 

System 

FELWG Firearms and Explosives Working Group 

HMIC Her Majesty’s Inspectorate of Police 

HR Human Resources 

ECfP E-Commerce for Policing 

APP Approved Police Practice 

FEO Firearms Enquiry Officer 

IT Information Technology 

FTE Full Time Equivalent 

PCC Police and Crime Commissioners 

SOP Standard Operating Procedure 

KPI Key Performance Indicator 

BCH Bedfordshire / Cambridgeshire/ Hertfordshire 

POD Project Outline Document 

OM Office Manager 

SFEO Senior Firearms Enquiry Officer 

 


